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Corporate Responsibility, Global Markets and Sustainable Growth
The debate over corporate conduct in a context of sustainable development has taken on new importance in recent times. It is an area that generates great interest among public opinion; a public increasingly well-informed and attentive to the ethical aspects of the company and prepared to recognise the lead played by those companies with responsible and socially oriented behaviour.
Indeed, the growth and sustainability of free market economies highlights the need to define rules more suited to the current condition of market globalisation and also encourages companies to adopt more transparent and accountable corporate responsibility behaviour, whilst developing at the same time more effective activities of prevention, monitoring and containment 1 . Corporate responsibility (and more specifically, corporate social responsibility, namely the relationship between the firm, environment and social setting) has actually already been the subject of much debate in the past, whenever the economic systems have registered profound changes to production, distribution or consumption processes. Thus, in the mid-'50s (when the tumultuous development of the so-called 'economy of scarcity' ended and the 'welfare state' cycle began 2 ) , when Ford production and the expansion of mass consumption was in full maturity, we should stress 'the importance of not only economic performance in corporate decisionmaking, but also of the related social effects', thereby stimulating a company's social responsibility and its 'duty to pursue those policies that are deemed desirable when placed alongside the objectives and values recognized by Society' 3 . As such, the 'welfare state' spread a new 'phase of both theoretical and politicaleconomic transformation, which developed between the two world wars and the society of the Keynesian New Deal period based on some basic tenets: a clear division of roles between the State and the market. the affirmation of renewed company governance, based on management's increasing role. and the approval of innovative legislation and organization of public control bodies with the capacity to safeguard the balanced functioning of the market and financial system 4 . Therefore, in the 'welfare state', the firm becomes a component in social equilibrium, where the central role is played by a renewed State-market relationship that goes well beyond a company's extensive independence in the classic liberal economic order 5 . In this new context, corporate responsibility undergoes a profound transformation. A company and its activities are well and truly focused on the international aspect of markets and requires new management skills, which -on the whole -require that governance duties are separate from management functions (with company owners progressively assisted by professional managers). Markets and businesses, therefore, become increasingly international and extensive, although the headquarters actually remain located in the countries of origin (thus, in practice, they limit themselves merely to competing hard in the export of goods). Consequently, a new concept of corporate social responsibility develops, with a strong national identity in terms of legislation, principles of public government and consolidated social values, but one that balances business performance against certain social values of corporate interest, such as the development of the rights and satisfaction of consumer expectations or even greater attention to worker protection. In brief, a firm no longer detached from the social system but at the centre of a social system with a predominance of wide-ranging national rules. (fixed-term contracts, training contracts, temporary work, autonomous collaboration, etc.) .
□ The huge
With the beginning of the third millennium and the spread of markets marked by oversupply, companies have to deal with the global dimension of business, for which: the company organisation is structured as a network (geographically dispersed and with multiple propulsive business centres); performance results are assessed through multiple indicators, where intangible corporate assets and intangible product assets lie alongside (and often condition) tangible company elements; the unity of governance 6 must harmonize with the variety and specificity of management geared towards enhancing market diversity, ethnicity and culture; and finally, corporate responsibility consequently experiences a new and complex evolution, which comprises the results of the organization at a local and global level within an overall context of compatible development.
Corporate responsibility in global markets therefore systematises the attaining of financial results and the achievement of sustainable growth; in other words, generating value for management and shareholders, while improving and enhancing, over time, the natural environment, the social context and the human resources. In line with this global vision of compatible development, corporate social responsibility becomes externalised and closely related to stakeholders, thereby acknowledging the centrality of the global and local media in the competitive governance of the company consensus, namely the company's relations with its stakeholder system.
Global Markets and Corporate Competitive Space
Corporate development based on 'enlarged' competitive space (market-space management) tends to generate mega-organizations with very strong 'top tier management power' that can even go so far as to create international ethical problems (as in the case of Enron).
Global networks that operate in enlarged competition spaces (enhancing and exploiting the intangible assets, i.e. brand equity, information system and corporate culture), have access to so extensive and sophisticated market information, that they are able to compete with governments in setting local development guidelines.
Thus, nowadays, companies face one other under conditions of high and constant competitive tension in a global context and subject to political, social and technological instability. No company can, therefore, trust, as in the past, solely in its own resources, knowledge and skills, since corporate development is created with the help of different 'carriers' (shareholders, managers; employees, customers and competitors). The new global context of competition has especially brought about profound changes to the role of strategic alliances and made necessary the introduction of collaborative networks between groups of companies of similar size and profile. Indeed, multinationals from developing economies are organising themselves to compete globally (typically in networks and constellations of enterprises), while the leading multinationals from industrialized economies promote multiple means of competing cooperatively through strategic alliances in the form of equity alliances or non-equity alliances.
□ 'Shareholders
In 12 .
-development of hybrid sectors. The emergence of new technologies and the push to disseminate new products and services tend to confuse the demarcation boundaries of traditional sectors of activity. One of the best and most evident examples of this can be seen in the ever closer convergence between the telephony, television and cable communication sectors. Even the most traditional sectors, such as industry and medical products, are markedly characterized by emerging industries (such as computers, robots, lasers, etc.) and certain new activities can be classified as 'hybrid sectors'; -strategic alliances. In global and over-supplied markets, a competitive relations increasingly tend to interweave with specific collaborative relations. Indeed, in situations of highly-intensive competition, the setting up of lines of cooperation represents typical strategic behaviour by companies with a long-term view and global market vision. Companies can set competitive strategic alliances with a wide range of solutions of equity alliances and non-equity alliances.
Networking, Local & Global Performance and Corporate Responsibility
Strategic alliances for competitive collaboration highlight the common feature of the 'competitive network' with which companies engaged in global markets and conditions of over-supply must currently operate. Another feature is that -in order to be truly 'shared' and long-lasting and so avoid cases like Enron and Parmalatcompany performance at a local level and at a global level (corporate) requires a new concept of corporate responsibility, whereby sustainable growth is the baseline for corporate development. In particular, strategic equity alliances can be further categorized as follows:
-International Joint Venture (IJV); -Equity participation, whereby a company owns a capital stock in other companies in order to be in a position to either control or influence actions and activities. In contrast, strategic alliances which are not based on share-holding (non -equity alliances) set out different forms of contractual arrangements. These might specifically cover agreements for:
□ 'By using their ownership leverage, the investor can get information from and influence the new initiative of the target companies. GM, for example, has effectively used its equity participation on Isuzu and Suzuki to penetrate the Japanese automobile market by co-production and comarketing. GM also used its Japanese partners in venturing with
-Co-production, which occurs when several businesses work together to manufacture a certain product. If each participating company specializes in producing specific parts of an asset or in developing processes geared towards minimising costs or differentiating a product, the joint development of production process aims to achieve a final product with superior features. 14 .
-Outsourcing. External supply agreements have become very widespread in recent years. These agreements were initially aimed at simple reducing production costs. In more recent times, however, they are also becoming a competition-related factor, involving suppliers' R&D capacities and expanding the operational framework to a network level. 15 .
-Supply-Chain Partnership. Many multinational companies have set up longterm relations with a select number of suppliers who undertake to punctually deliver parts and components of a predetermined quality. These close links between producers and suppliers are motivated by benefits gained from justin-time (JIT) inventory management systems, which in practice aim to eliminate stocks by closely coordinating production times and supplier delivery times 16 . -Cooperative Marketing. Joint marketing programs are carried out when companies from different countries or multinationals present in several markets sign reciprocal marketing agreements relating to the introduction and/or business development of given products in defined markets for a defined period of time. Joint marketing agreements occur, therefore, when it is advantageous to penetrate set national markets without making any direct investments that could not be justified given the limited sales volume involved.
□ The idea behind the JIT system is that large companies such as GM,
-Licensing. This type of agreement provides a means of entering a new market without substantial investment and, still with very limited investment, testing a foreign market with a new product launch or acquiring specific know-how. Licensing entails, however, specific risks where the licensee may become a competitor, even copying specific technologies or trademarks, or marketing special processes or licensed trademarks.
-Franchising. With this formal agreement, the franchisor grants a franchisee, via contractual agreement, the opportunity to use a trademark, a sales system and other proprietary rights, in exchange for an amount calculated on sales volume. Market-space competition conditions therefore tend to shape a company as a viable complex competition-oriented system with competitive boundaries that go beyond the traditional dimensions of space and time (i.e. a traditional circumscribed environment that allows a company to measure, at any specific moment, its performance and competitive position -and thus potential dominant position -using a basic company-goods-market equation).
□ In recent years, there has been an explosion of franchising
Global organisations -precisely because of market forces (which may lead stronger networks towards positions of global oligopoly) and geographic dissemination (caused by the same expansionist nature of 'market-space competition') -reveal, however, conspicuous 'Achilles heels' when seeking to affirm solid local leadership. In this respect, corporate responsibility requires a specific qualification -corporate social responsibility -as a result of the need to face the potential mistrust, thoughts and feelings of opinion makers (consumers, shareholders, employees, suppliers, media, etc.), who are increasingly interconnected, well-informed and delocalised with respect to the production and consumption of goods.
Corporate Responsibility and Corporate Social Responsibility in Global Markets
From a managerial perspective, corporate responsibility, in general terms, is linked to an unequivocal clearly-identified concept. In other words, the fundamental responsibility of government and management is 'to ensure the lasting pursuit of the company mission, seeking increasing levels of quality and efficiency ' 17 . As evidence of this, corporate responsibility tends to take different forms in relation to the different competitive conditions in which an organization operates. In this regard, it is especially evident that in local markets (which often reflect economies of scarcity, with demand largely exceeding supply capacity and with companies in a monopolistic or quasi-monopolistic position), corporate responsibility in the main seeks profitability as the primary goal. Consequently, in real terms, conditions of company wellbeing simply reflect corporate social responsibility, where company growth (especially in terms of increased turnover and the number of workers employed) is directly associated with the development of relations with the environment as well as social relations (inside and outside the organization).
□ 'The corporation is an instrument of the stockholders who own it. If the corporation makes a contribution, it prevents the individual stockholder from himself deciding how he should dispose of his funds. If charitable contributions are to be made, they should be made by individual stockholders, or by extension individual employees, and not by the corporation'
18 .
On the other hand, corporate responsibility and corporate social responsibility take on a different form when companies have to operate in markets with dynamic equilibrium between supply and demand, namely during the development phase for companies in international markets, where the headquarters of the parent companies lay down the rules of conduct for the subsidiaries, which then operate under a common set of rules stipulated from the centre (although potentially aligned to meet special local requirements). 20 .
□ 'Corporations can use their charitable efforts to improve their
In international managerial economics, and in line with the logic of exporting goods and the top-down dissemination of parent company corporate culture, corporate responsibility maintains a solid monolithic position. Within this, however, it is necessary to balance out the growth of the central organization (according to quantitative parameters of profitability, but by also striving for intangible factors of development such as company identity) and the basic economic performance of the subsidiary (profitability; turnover; effective and efficient management). These are also generally matched by excellent pro tempore local conditions in compliance with the social and/or environmental expectations of the host country. In this sense, corporate social responsibility tends to be of an independent and clearly-distinct nature, with a strong local 'flavour' although always within a marked centre-periphery monodirectionality that finds its 'raison d'être' in the strong institutional stability and competitiveness of those markets where export economies prevail.
In the framework of international managerial economics, corporate responsibility therefore acknowledges the existence of diversity in individual operating environments and, therefore, corporate social responsibility is designed to interface with the social and environmental phenomena of the various markets, which -furthermore -must be respected and managed to ensure the company's successful development locally (and consequently successful corporate development).
In global markets, by contrast, corporate responsibility must ensure lasting pursuit of its mission within a framework of an open and unstable competitive system. This global context, above all, requires the development of network organizations and, increasingly, cooperative forms of agreement such as equity and non-equity alliances, which bring about the development of new organizational models between the centre and periphery 21 . Consequently, the global economy delineates a corporate responsibility which is dominated by externalities of social and environmental relations and which, therefore, must balance the aim of company profitability with the objective of sustainable growth within a dynamically-equilibrated system 23 . Corporate responsibility in global markets therefore aims to pursue business results (local and corporate) that feature high levels of profitability and efficiency, but also a priority concern for sustainable development. Corporate responsibility in a global context is consequently in practical terms finalized by corporate social responsibility, which can be defined in accordance with the statement made in the Green Paper drawn up by the European Commission in July 2001 declaring, 'the voluntary inclusion of a company's social and environmental concerns in its commercial operations and dealings with stakeholders 24 '. Such a definition actually reflects the vision of EU and European concerns (very sensitive to the new Europe comprising 25 countries and therefore perhaps slightly biased in a global market increasingly oversupplied) which focus on: 'company membership on a voluntary basis'; 'the extension of CSR to include small businesses' (which in fact sometimes encompasses finding spaces for public funding without impacting on Community regulations); and especially 'the primacy of social relations in terms of work and employment', whilst tending to place in a lesser position of importance 'environmental sustainability' (which is instead at the forefront of CSR for global US companies) and the search for commercial equity/non-equity co-makership and research relationships (i.e. at the forefront of CSR for Japan or China-based companies).
In a global economic perspective, it can, therefore, be useful to overcome the constraints posed by the EU vision and note that US companies nowadays tend to follow a very pragmatic interpretation25, by which they define the corporate social responsibility as 'an action by a firm, which a firm chooses to take, that substantially affects an identifiable stakeholder's social welfare 26 '. In any case, evidently, the corporate social responsibility can not be confused with the actions of promotion/corporate identity protection, which in practice are linked to publicity programs or even corporate advertising and pursue objectives linked to improving the corporate image and, as such, are totally contradictory to defining relations between a company and its socio-environmental context. In reality, actions of promotion/ company identity protection follow 'consensus management' objectives with locally-oriented short-term perspectives These are generally managed by public relations agencies and referred to as cause-related marketing; an appealing (if totally inappropriate) term coined by PR professionals. 'In short, a company proves itself to be truly responsible when it is a viable concern and when this is demonstrated by: first of all, profitability and growth observed over a number of years; and, at the same time, by its socially-oriented approach, where social orientation is shown above all by a commitment to meet the legitimate expectations of all stakeholders, starting with the employees and shareholders 28 29 .
□ 'Increasingly
In global markets, relations between firms and societies play a critical priority and determinant role in, on the one hand, the management of diversity in the social and environmental systems in which they are present; and, on the other, in the competitive forces and tensions linked to the stakeholders system. In the latter, it is a case of aiming to identify beforehand, and therefore solve, social and environmental problems arising as a result of competitive activity. This means placing at the very heart of corporate strategies stakeholder expectations (which in global companies, by definition, are very numerous and differentiated) and the principle of continuous improvement and innovation to be pursued with productmarket permutations under unstable and variable competitive conditions (task management).
Therefore, in a global managerial perspective, corporate responsibility is required to deal positively with specific social and environmental conditions pertaining to each operating context. This context, consequently, does not qualify as being referred to as 'local phenomena of divergence' but rather as 'elements of competitive market characterization', namely organisational components of which it is essential to know the evolving trends in order to ensure the company's or companies' local and global growth. In global companies, corporate social responsibility is, hence, targeted at managing the stakeholder system (i.e. all those with an organizational, social or environmental interest). Furthermore, having originated in specific local markets and by referring to well-defined circumstances, it can still be expressed and interact at a global scale and generate multiple effects, even in different contexts, due to the increasing permeability of companies to communication. Management (symphonya.unimib.it), n. 1, 2000 Management (symphonya.unimib.it), n. 1, -2001 10 The reference to 'global market' tends to cover the complex issue of modern conduct of corporate competition. In this respect, we should remember some positions that precisely mark the evolution over time of the competitive conduct of large companies in the vast international markets. Perlmutter, writing in the late '60s, maintains that the company philosophy determines the strategic line of action versus international markets and with this vision distinguishes between: ethnocentrism (where strategic choices are centralised in the parent company); polycentrism (where the corporations customise products and processes to meet the needs of each national markets), and geocentrism (where parent companies and subsidiaries operate as a single system). Cf. H.W. Perlmutter, The Tortuous Evolution of the Multinational Company, Columbia Journal of World Business, No 1, 1969, pp. 9-18 . Later, Porter introduces an important difference in the conduct of international competition, distinguishing between multi-domestic and global sectors. In the first, competitive relations are highly independent (country-by-country competition), while in global industries the competitive position of a company is significantly influenced by the overall competitive structure (commercial aircraft; defence aircraft; semiconductors; TV apparatus and equipment; cars; machinery for construction and earthmoving). Cf. M.E. Porter, Changing Patterns of International Competition, California Management Review, n. 2, 1986 . Finally, with respect to local/global organizational skills and local/global strategic guidance, Bartlett and Ghoshal present four different types of strategic leadership versus foreign markets: international (whereby results achieved outside the country contribute to domestic performance); multinational (products and processes for specific local markets, with country-by-country competitive behaviour); global (with primacy focused on production and economies of scale, compared to the ability to interact with local markets), and finally, transnational (with the advantage of economies with a range of size and specificity). Cf. C.A. Bartlett, S. Ghoshal, Transnational Management, McGraw-Hill, 1992 14 'Three science-based technological revolutions are currently under way: one is in materials science and engineering, another is in biosciences and biotechnology and the third is in information technologies and the convergence of computers, communications and multimedia content. These advances are multidisciplinary, largely interdependent and are proceeding at a rapid pace from local networks and research centres of excellence located within different national systems of innovation around the world.' see L.C. Kaounides, Science, Technology and Global Competitive Advantage, International Studies of Management & Organization, Spring 1999, pp. 53-79. 
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